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MANAGEMENT 
14 June 1965 


F I L E 

DD/S ADMINISTRATIVE 
INSTRUCTION No. 65-10 



COST REDUCTION AND MANAGEMENT 
IMPROVEMENT IN GOVERNMENT OPERATIONS 


References: (a) Action Memo No. A -3 19 dtd 6 Dec 63 to multiple 

addressees fr DDCI, subj: "President's Memorandum 
on Government Economy" 

(b) Action Memo No. A -4 11 dtd 18 Aug 64 to multiple 
addressees fr DCI, subj: "Economy Measures" 

(See DD/S Admin Notice No. 64-5 dtd 24 Aug 64) 


1 . The attached instructions require reports by all Support Offices . 

2 . The cost reduction plans for Fiscal Years 1966 and 1967 should be 
submitted to the Deputy Director for Support by 15 July 1965 . The semi- 
annual progress reports should be submitted to the Deputy Director for Support 
by 15 January and 15 July of each year . (See paragraph 2 of Action Memorandum 
No. A -456, attached.) 

3. Cost -savings actions for the last half of Fiscal Year 1965 (paragraph 3 
of Action Memorandum No . A-456) should be submitted to the Deputy Director 
for Support by 2 July 1965 . 


4. Questions may be referred to 
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EXECUTIVE OFFICER 


Attachment: 
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OFFICE OF THE DIRECTOR 


Action Memorandum No. 


Date 8 -MB65 


A-456 


Deputy Director for Intelligence 
TO : Deputy Director for Plans 

Deputy Director for Science & Technology 
Deputy Director for Su pport 
Inspector General 
General Counsel 

SUBJECT : 

Cost Reduction and Management Improvement in 
REFERENCE: Government Operations 

Action Memoranda A-3I9 and A-411. same subject 


1. The President continues to bear down on cost reductions and improve- 
ments in the general effectiveness of Government operations. Agency efforts 
to improve efficiency and effect economies over the past year and a half 

have been commendable. Although our reports to the Bureau of the Budget 
on cost-savings actions have been general in nature and no specific manpower 
or dollar savings have been identified, a spirit of cost consciousness has 
been instilled among employees and we have been responsive to the 
President's program. 

2. To further strengthen the President's economy program and provide 
more precise reporting on economy measures, the BOB has issued 
Circular No. A-44, Revised, effective 3i July 1965, which is attached. 
Compliance with this circular requires the Agency to put into effect a formal, 
organized cost reduction program, the preparation of cost reduction plans 
and reports, and an identification of tire use of savings. In order to give 
more supervision and greater emphasis to economy programs and comply 
with BOB directives, it is requested that each Deputy Director assume 
direct responsibility for the preparation of a cost reduction plan with specific 
savings goals for Fiscal Years 1966 and 1967. The guidelines in Attachment 
A to the BOB Circular shall be followed. These plans .,,3.feaUJ^6j[g,}agax. da, cLta, 
tlie Director, Budget, Program, Analysis and Mtm.pQWer .by LAugustJ.S-65. 

SUSPENSE DATE: 

1 August 1965 __ 
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temi-aimual nrcsrest reports, in the prescribed lor mat* shall be forwarded to 

kJ4tonm*s.. t-4, i A ^gjtfisassfeftiab , 


3. Although, the revised BOB Circular is not effective until 31 July, a report 


oi east-savings actions as prescribed la the current circular needs to be made to 
the Bureau f«w Fiscal Year 1965. Xt is r equested that .yo u 

t, ccordaace v/iiu referenced mem oranda by 12 July,. 1.9.6 5 .-the. f o.’A. 1 av g 

c fJectccTSiT 'the .period l" January 1 ' to 30 June and foo u se n aadn olJBcll.Jliyi.asa* 
i® ‘to W comioHdated and' forwarded to foe Bureau bxJt My. 

.it--.* 2, v»<>tsi .-W*Wft:,. .« > -V." '« ' •"" ' ■'*•'' • ” *' “*'• ' 


(signed) Lyman B. Kirkpatrick 
Lyman B. Kirkpatrick 

Executive Id r e c tor -C ampl roller 


r -tis earnest 

SOB Circular A-44, Revised 
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™ EXECUTIVE OFFICE OF THE PRESIDENT 


BUREAU OF THE BUDGET 
WASHINGTON. D.C. 20503 


March 29, 1965 


CIRCULAR NO. A-kk 
Revised. 


TO THE HEADS OF EXECUTIVE DEPARTMENTS AND ESTABLISHMENTS 

SUBJECT: Cost reduction and management improvement in Government 
operations 


1. Purpose and coverage . This Circular sets forth policies, procedures 
and responsibilities for carrying out the President's program to. reduce 
the cost and improve the general . effectiveness of Government operations. 
It applies to all departments and agencies of the executive branch 
effective July 31, 1965. On that date this Circular replaces Circular 
No. A-hb of October 31, 19&2 , as revised. 

2. Policy . The President has directed that each department and agency 
head put into effect and assume direct supervision of a formal, organ- 
ized cost reduction program. The President is interested in savings 
for three principal reasons: 

. To reduce the cost of Government; 

. To finance new and needed programs; and 

. To offset increased costs for personnel and other resources. 

The following policies will be observed in agency cost reduction 
activities : 

a. The head of each department and agency is as responsible for 
efficiency and economy in the conduct of agency programs as he is for 
program results. 

b. Management at all levels in each agency is expected to under- 
take vigorous and continued efforts to reduce costs by eliminating 
nonessential activities and positions and by increasing productivity . 

c. The heads of departments and agencies and their subordinates 
vi 11 make every effort to meet new workload requirements through adjust- 
ments in existing activities and procedures, and by improved manpower 
control and utilization. 
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d. Government business will be conducted in accordance with the 
same exacting standards that apply to the most expertly managed private 
business. 

e. Improved organization, more efficient methods and procedures, 
use of labor-saving equipment, strengthened supervision, wise and 
economical procurement, and other actions to reduce the cost of current 
programs will be constantly sought so that available resources can be 
most effectively utilized in meeting the Nation's urgent needs. 

3* ' Cost reduction plans and reports . Each department and agency 
head will prepare an annual cost reduction plan with specific savings 
goals. In preparing his plan he will make a systematic review of 
agency programs from the standpoint of relative priorities and subject 
major proposed expenditures to searching scrutiny in terms of post and 
benefits. Specific efforts should be planned to eliminate or cur- 
tail low priority activities, seek new and less .costly approaches 
to achievement of program objectives, and devise better- solutions ' 
to management problems. Positive steps should be taken to encourage 
innovation in the development and use of new techniques for increasing 
productivity. 

a. Goals ♦ At. the beginning. of each fiscal year each department 
and agency, head will establish cost reduction goals for at least the 
year just beginning and the following fiscal year. The goals will be 
quantified to the extent possible and based on reasonable projections 
of concrete actions contemplated and savings expected, but desirable 
improvements or benefits which cannot be quantified in terms of dollar ‘ 
savings may be included. 

b. Reporting of goals . The head of each department and agency 
will submit to the President, through the Director of the Bureau of 
the Budget, by September 1 of each year, a report on the cost reduction 
'goals he has established for the current fiscal year and at least one 
following year. The report will be submitted in triplicate and provide, 
in accordance with the attached, guidelines and format (Attachments A 
and B), a brief description of the actions contemplated, when they are 
to be completed, and appropriate annual man-year and dollar savings 
targets. If legislative action is required to achieve these goals, 
this should be noted and a legislative proposal should' be submitted, 

in accordance with Bureau of the Budget Circular A-19, revised. 

c. Reporting of progress . Each department and agency will send 
to the President, through the Director of the Bureau of the Budget, 
semi-annual progress reports showing the extent to which cost reduction 
goals are being reached. The reports covering the first half of the 
fiscal year and the entire fiscal year will be due on March 1 and 
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September 1, respectively. They will be submitted in triplicate in 
accordance with the attached guidelines and format (Attachments A and 
£). Cost reduction goals and improvement actions may be updated in 
the March 1 progress report. Savings resulting from actions taken in 
the first half and in the entire fiscal year, respectively, will be 
estimated for both the fiscal year reported on and the next, fiscal 
year. Savings will be in terms of dollars and man-years, as appro- 
priate. The report will also show the nature of savings or benefits 
and the proposed disposition of savings. 

d. Definition of savings and other benefits . 

(l) Savings . Savings generated and reported under this 
program will be only those which result from new, improved, or in- 
tensified management practices and actions or from the elimination 
or curtailment of low priority 'activities during the fiscal year 
reported on. They are not to include reductions due to deferment of 
programs or activities to. some future date. Savings are to be measur- 
able and identifiable. They will be calculated using as a base the 
level of expenditures or unit costs of the fiscal year immediately 
preceding the current year, except where another base year has been 
approved by the Director of the Bureau of the Budget. As a general, 
rule, savings should result in one or more of the following: 

. Reduced level of expenditures for a defined workload or 
program 

. Increased production or more effective program performance 
at no added cost 

. Reduced requirements for additional funds 

(2) Other benefits . Noteworthy management improvement actions 
that do not result in measurable monetary savings should be reported 
as "other benefits." Such benefits might be more prompt service, more 
effective program results, or more equitable treatment of clientele. 

4. Use of savings . Since savings may constitute an additional 
resource for other worthwhile work, recommended and actual use of 
savings will be specified and reported by agencies. Recurring savings 
and those projected for the budget year will be considered during the 
budget review process. Recommended high-priority uses of savings will 
be categorized as follows: 

a. Use to finance increased costs, such as statutory pay increases. 

b. - Apply to the production of more units of work. 
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c. - Apply to raise the quality of service or performance. 

d. Use to finance some other approved program or activity, of 
the reporting agency. 

e. - .Place in reserve, or apply to reducing the President’s budget. 

The need for application of savings to categories (a) through (d), 
above, vill be fully explained in the report. 

5. Validation of savings . Savings vill. be measured using the tech- 
niques appropriate to the particular circumstances. Care will be taken 
to prevent double counting and to consider offsetting costs. All off- 
setting costs applicable to an individual savings action, whether in- 
curred within or outside the reporting agency, will be deducted, before 
net savings are reported. Savings should be validated -by a review 
performed independently from the claiming unit... Such validations will 
be performed before data and reports are submitted to the Bureau of 
the Budget and the President. The term "validation" means an inde- 
pendent evaluation of the reasonableness of amounts reported as 
accomplishment against goals through selective examination of reports, , 
records, and operations.' 

6. Central assistance for improving management . 

a. The staff of the Bureau of the Budget is available -to advise 
agencies in their management improvement and cost reduction programs 
and to serve as a clearinghouse for exchanging information on techniques 
and programs, from within and outside of the Government, that have 
produced noteworthy results. To meet unusual problems where the agency 
does not have the expertise or the financial resources to undertake 
special management studies, assistance may be provided from the appro- 
priation to the President for Expenses of Management Improvement. 

b. Federal Executive Boards in major centers of Federal activity 
outside of the Washington area will give specific attention to the ex- 
change of information and cooperative efforts designed to improve 
management and performance of Federal activities in the field. 

c. The Bureau of the Budget, the Civil Service Commission, and 
the departments and agencies have undertaken a systematic program of 

- agency management and manpower reviews. ■ The schedule for these reviews . 
is developed by the Bureau of the Budget and the reviews are carried 
out jointly by staff of the Bureau, the Commission, and the agency 
concerned. The reviews are made on a selective basis giving priority 
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attention to areas where the most significant problems and potential 
savings exist. The results of these reviews are reported to the head 
of each agency for immediate attention and such action as is neces- 
sary. 


Attachment 


KERMH GORDON 
Director 
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v Circular No. A-44 • 

GUIDELINES FOR REPORTING COST REDUCTION GOALS AND ACCOMPLISHMENTS 
(See paragraphs 3 and 4, Bureau of the Budget Circular A-44) 


I. Categories for Goals and Semi-annual Progress Reporting 

Cost reduction goals and accomplishments will "be reported ,by the head 
of each department and agency under the following categories. Addi- 
tional categories may he used if desirable, and some of those listed 
here may he excluded if they do not fit. 

A. Increased productivity and efficiency . Annual productivity goals 
and progress in achieving them may he reported for the organization • as 
a whole or for major organizational components. They may he expressed 
in percentage increases in productivity or decreases in unit costs. All 
improvement in productivity or efficiency should he translated into 
specific dollar and manpower savings. Depending on the size of the 
agency, they may he presented in aggregate or in terms of specific 
projects. 

B. Elimination of low priority activities; substitution of less costly . 
alternatives . This may include savings resulting from such actions as 
the elimination of unessential programs or activities or reduction of 
specific program levels (excluding reductions imposed externally by the 
President's budget or appropriation actions) and the selection of an 
alternative program or course of action from that originally approved 

or in use. 

C. ' Increased management and program effectiveness . The intended and 
actual results or benefits of management ■ improvement actions during the 
current year for which specific and demonstrable savings are impossible 
to calculate will be reported under this category. 

II. Annual Goals 

The statement of cost reduction goals, set by each department and agency' 
and submitted to the President through the Director of the Bureau of the 
Budget by September 1 of each year, will contain these elements stated 
as briefly as possible: 

A. Narrative description 

1. Goal . Describe each separate goal, listed by category as defined 
in Section I above, including estimated dollar and 'man-year savings 
or other benefits. 
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2. Projects . Under each goal, list and provide a brief description 
of the program, projects or actions designed to reach the goal, 
together with a timetable of implementation. These will he 
reported in terms of general programs, major projects or speci- 
fic actions, as appropriate to the size of the reporting 
department or agency. 

3* Nature of savings or benefits . For each program, project or 
action, describe the type of saving or benefit; indicate when 
it is to be achieved, and indicate whether it is one-time or 
recurring. 

4. Disposition of savings . Explain the proposed use of savings 
in accordance with the criteria included in paragraph 4 of 
Circular No. A-44. 

5. Problem areas . Note and explain any roadblocks in planning 
or accomplishing the goal which require the assistance of the 
Bureau of the Budget, the President, other agencies,, and/or 
require new or revised legislation. 

6. Innovation . Identify and describe steps to encourage innovation 

including specific actions, planned or underway, to develop and 
use new management techniques. Where appropriate include eval- 
uation of results. . 

B. Summary form . Recapitulate in the first five columns of the summary 
form (Attachment B) the essential Information provided in the narrative. 
The summary form will also be used for subsequent semi-annual reporting 
of progress. 

III. Semi-annual Progress Report 

A. Narrative report . The semi-annual narrative progress reports will/ 
contain : 

1. Any changes in the narrative description provided at the time 
the cost reduction plans were submitted. 

2. Changes in goals, but these should hot ordinarily be reduced 
unless the original plan was greatly overestimated. Any 

. slippages in goals should be indicated, together with the 
reasons. 

3. A description of major actions taken during the preceding six 
months on each program, project or action listed in the plan. 
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4. An explanation of the use proposed for any savings. 

Summary form . The summary form (Attachment B) will contain: 

1. Recapitulation of the programs, projects or actions by which 
goals are to be reached, as specified in the annual plan and 
in the narrative section of the report. 

2. Estimate of savings in dollars and man-years, or .other benefits 
to result from action on each goal or project. 

3* Proposed disposition of anticipated savings using the key 
provided on the form (Attachment B), that is — 

a. Use to finance increased costs, such as statutory ' pay • 
increases. 

b. Apply to production of more units of work.' 

» 

c. Apply to raise quality -of service or performance. 

d. Use to finance some other program or activity of the 
reporting agency. 

e. Place in reserve, or apply to reducing the President’s 
budget . 
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SUMMARY REPORT 

COST REDUCTION AND MANAGEMENT IMPROVEMENT PROGRAM 


(Department or Agency) 


(Date) 


Goals and Programs, Projects, 
or Actions To Achieve Them 


(Take by title from the narrative 
report) 


Annual Savings Goals 


•years 


dollars 


Estimated Annual Savings from Actions to 
. Da te in Reporti ng Year 


Oth* r 
Benefits 


9 

O 

& 


Proposed Use of 
Dollar Savings 
(See Key) 




Savings Key: 

A. Use to finance increased costs, such as pay increases. 

B. Apply to production of more units of work. 

C. Apply to raise quality of service or performance. 

D. Use to finance some other approved program or activity. 

E. Place in reserve, or apply to reducing President's budget, 


Abbreviations: 

CY - Current fiscal year " - 

NY - Next fiscal year 
BNY - Beyond next year 

*For the second of the semi-annual progress reports the current year 
column will be the fiscal year ending on the previous June 30. 


o 

H- 

*1 
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bureau of the budget ’ 

WASHINGTON, D.C. 20503 

# 

October 21, 196 k CIRCULAR NO. A-44 

Revised 

Transmittal Memorandum No. b 


TO THE HEADS OP EXECUTIVE DEPARTMENTS AND ESTAB LIS HMENTS 

SUBJECT: Improving manpower controls and utilization in the 
executive branch 


The President’ s concern for efficiency and economy of (Government 
administration and operations requires, among other things, an effec- 
c ° n ,°_ ro1 ° f organization, jobs and employment. Most departments 
nd establishments already have the machinery for organization and 
manpower control. . However, recent studies indicate the need for 
additional emphasis and proper assignment of responsibility to make 

position management more effective in overall agency manpower control 
programs.. 

Paragraph 3c of Circular A-kb lists, in general terms, the elements 

an i Ve ^ anP ? V€r , C ^ tr ° 1 system ' ^ memorandum transmits 

an addition to Circular A-44 — a new section 8 — which specifies 

in more detail some of the criteria for effective position management. 


Attachment 


KERMIT GORDON 
Director 


(Current Circular -effective through 30 June 65) 
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BUREAU OF THE BUDGET 
WASHINGTON, D.C. 20503 


August 13 , 1964 ' CIECUIAR NO. A-44 

Revised 

Transmittal Memorandum No. 3 


TO THE HEADS OF EXECUTIVE DEPARTMENTS AND ESTABLISHMENTS 

SUBJECT: Elimination of annual reports on manpower control and 
utilization 


2 e S et 9 'fo2h e ?n f? r amiU f^/ aports on m& o-POwer control and utilizatio; 
S f\f °f th the P e »«ltimate paragraph of Section 4 of Circular 

No*' a" 6k ifif eSClnd£ +u rr ‘ e quarter1 ^ reports required by Circular 
No. A-64 will serve the intended purpose. 


KERMIT GORDON 
Director 
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BUREAU OF THE BUDGET 
WASHINGTON 25. D. C. 


July 18 , 1963 


. CIRCULAR NO. A-L4 
Revised 

Transmittal Memorandum No. 2 


TO THE HEADS OP EXECUTIVE DEPARTMENTS AND ESTABLISHMENTS 

SUBJECT: Change in time and contents of annual reports 
■°n manpower control and utilization 


reports manpower control and utilization required by the 
penultimate paragraph of Section 4 of Circular No. A-kk should be sub- 

budget ^, S ? pt ? mber I of each year rather than at the time of the annual 

to the , n Ch T Ual rep ° rts should delude, in addition 

to the factual material relating to the fiscal year just closed, a 

5 Plans f or actions to be taken in the current and budget 
years. Five complete sets should be submitted. 

This change is being made to enable the Bureau of the Budget to review 

rev!™ *J com P lishme «t s Pl&ns in preparation for the fill budget 
review of agency estimates. 6 


HERMIT GORDON 
Director 
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BUREAU OF THE BUDGET 


WASHINGTON 23. O. C. 


December 20, 1962 CIRCULAR NO. A-44 

Revised 

Transmittal Memorandum No. 1 

TO THE HEADS OF EXECUTIVE DEPARTMENTS AND ESTABLISHMENTS 

SUBJECT: Extension of time for submission of agency programs for 
manpower control and utilization 


The date for submission of the statements describing in detail each 
agency's program for manpower control and utilization, required by 
paragraph 3 of Circular No. A- 44 , dated October 31, 1962, has been 
extended from January 7 , 1963, to January 18, 1963. 


ELMER B. STAATS 
Acting Director 
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BUREAU OF THE BUDGET' 

WASHINGTON 25» D. C* 

October 31, 1962 CIRCULAR NO. A-kk 

Revised 

TO THE HEADS OP EXECUTIVE DEPARTMENTS AND ESTABLISHMENTS 

SUBJECT: Improving manpower controls and utilization in the executive 
branch 



.!• Purpose and coverage . In accordance with the President’s instructions, 
to limit the number of Federal employees to the absolute minimum necessary 
to get the public business done, this Circular provides policies and pro- 
cedures for: • 

a. Improving the general productivity and efficiency of Government 
operations, 

b. Continuing review and control of manpower utilization, and 

c. Making forward projections of manpower requirements. 

This Circular does not apply to uniformed military services of the Depart- 
ment of Defense or the Coast Guard. 

This revision of Circular No. A-kk replaces the following Circulars: 

No. A-kk of June 13, 1951, No. A- 8 of June 29, 1951, and No. A- 2k of 
October 1, 195 8. 


2- General policies . The President has stressed that responsibility for 
manpower control and utilization rests with the head of each agency. Each 
department^and^ a genc.'v wi llJae_exp.e_c_ ted to un dertak e vi go rous and contihueci. 
_eff^s^o_a^&ia te non -essential activities and positions, and~to“ir£ ~ 
crease productivity by impy ove^ma np ower'' "c o ntr ol a nd utilization and 
•^strengthened supervision. ' - 


The need for economy and conservation of scarce manpower skills requires 
//?that the executive branch apply strict tests of ess entiality in determining ' 
^ ma npower req uirements in each of its activities. The~heads~dr"departaents 
and agencies and their subordinates must make every effort to meet new 
workload requirements through adjustments in existing activities and pro- 
cedures, in lieu of adding new employees. Incr eases in staffing will be 
/Y_ a PI>?oy-£fl onlyjhe re_ it is clea r that essential' functions cannot be peiS^" - 
C/ formed effectively with existing employees. 
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The same forces that are bringing about increased productivity in the 
private sector of the economy are applicable to the Government. It will 
be assumed that the opportunities to increase productivity in Government 
are realized at least to the extent they are in the private sector of the 
economy. 



3< Agency programs for manpower control and utilization . Each agency 
head is responsible for taking necessary action to assure that his agency 
has an e ffec tive continuing progr am t.n in creas e •pr oductivity and control 
v manpower . A _statement. describing_in_detail.. each., agency^ a. program, jtailored 
1 ~t o i't s~own particuXar~needs ,~ ~vi ll Jfas. submit te 'd"t o' ‘ the~T5ureau ' of the^BudgsJf' 

| for review by j anuary_7 196 3 • The statement should'-ide nti f y existing 
i| 'legislative or administrative restrictions which adversely affect the 
agency's" ability to carry out the policies and objectives set forth in 
this Circular, together with specific recommendations to alleviate or remove 
the adverse effects of such restrictions. In addition, the statement will 
include a descripjtion of the speci fic m eas ures ad opted to carry o ut t he 
intent_of Section 100 7c "th¥~Po ~s taI_Servlc e and Federal Employees Sal ary 

Act_of_1262 . 


The basic elements of an effective manpower control program, together with 
the possible tools to use in carrying them out, are these: 


a. Analysis and appraisal of the work to be performed to assure that 
it is essential and will contribute to the accomplishment of agency objec- 
tives, and that appropriate targets and priorities are set. 


b. Determination of manpower requirements, using principally the budget 
^y/process but also such tools as work measurement, work standards, productivity 
k analysis, and manpower and workload reporting. 


Vs 


? c. Manpower control systems, using such techniques as manpower 
allocation, tables of organization, reporting systems, special studies, 
periodic program reviews, and controls on filling of vacancies. 


d. Specific efforts to Increase productivity through improvements in 
organization, work design, work methods including simpler systems and 
1 ^<mechanIzation, mathematical programming, supervision, and personnel manage - 
•ment including skills inventories, employee consultation, training, and 
incentive and motivation programs. 
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e. Selective test checks to ascertain whether the manpower control 
program is achieving the desired results. 

It is important that staff competent in the areas listed above be available 
to line officials to assist in carrying on planned management improvement 
efforts. The staff, in being or planned, for carrying out an agency's man- 
power control should be described in the statement submitted to the Bureau 
of the Budget. 
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The staff of the Bureau of the Budget is available to advise agcnciea' in 
their manpover control programs, and to ser\'e as a clearing house for . 
exchanging information on successful measures to improve management and* 
to effect manpover savings. To meet unusual problems where the agency 
does not have the expertise nor the financial resources to undertake 
special management studies, assistance may be provided from the Appropriation 
to the President for Expenses of Management Improvement. 


Federal Executive Boards, established at the direction of the President in 
major centers of Federal activity outside of the Washington area, will give 
specific attention to exchange of information and cooperative efforts with 
respect to manpower utilization and management improvement in field offices.; 


**• _ Relation to the review of budget estimate s. In i-e viewing budget require* 
ments at all levels, detailed analyses will be made of the number of peroono 
required for both present and proposed activities. -The budget process is an 
effective instrument for 'preventing overstaffing as veil as in identifying 
work priorities, operating problems, and in appraising efficiency and pro- 
ductivity. In reviewing budget estimates, therefore, each responsible 
agency official and the Bureau of the Budget will adhere to tho following 


,1 Existin s personnel will be utilized to the maximum extent in 
Soafting new programs and expansions in existing programs. 

j_\_ I Staffing requirements will be planned and executed on the aoaumotion 

wm S lnlf m8 ' r geni2ati ° a -’ use of eq^oT^d 

JLSn Ss££ e I “S£. Pr0dU0tIVlty .t the sa»e tin, 

c. Estimates of staffing requirements for on-coin*? as well cm nnu 

a ° « PtactlS,“y £ ZxZ. of 
thS = , - rno --“- 1 r= 'wired nnd tho workload tab, 

L X °fv d ’ P 1 the Q0Eerice of a workload correlation, the estimates will 
ov he analytical method used in estimating personnel requirements. 

v. Jh, Con ^ ac J s vith non- Government firms, institutions, or persons will 
i T the . baBi f of relative efficiency and effectiveness in acccmpllsh- 

ing the desired work, end will not be used as a device to reduce or hold ton 

S aJSpriatf yment '*** ***** GovernEent Performance is more effective 


r.ach agency’s annual budget submission will include a brief factual statemnr 
describing the actions taken and results achieved by the^eiS^noS 
control and utilization program outlined In this Clrcular^lt should Include 
a s .emant of reductions In manpower requirements achieved during the yoer 

Sre S? mC,aetaIy K,VI ° 8 ‘ lnal “ te4 ' «>• uses to whleblth 
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In presenting "budget estimates to' the President,, the Bureau of the Budget 
will set forth the employment levels on which the estimates ere based. 

Detailed Justification requirements are set forth in Circular No. A- 11, 
for annual budget estimates, and in Circular No. A-4l, with respect to 
supplemental estimates. 

5* Estimates of future personnel requirements . • Increased attention vill • 
be given in connection with annual, budget reviews to estimated personnel 
requirements projected for future years. These estimates are important 
not only for purposes of the Bureau of the Budget but also for estimating 
recruitment requirements by the Civil Service Commission and work space 
' requirements by the General Services Administration. Instructions for 
developing projections of future personnel requirements for annual budget 
reviews are included in Budget Circular No. A-ll, and those for projections 
required under Public Law 801, 34th Congress, are -set forth in Budget 
Circular No. A- 19 , 

6 • Search for better methods . Increased attention will be given by the 
departments and agencies, under the leadership of the Bureau of the Budget, 
to searching out and applying the most modem and effective means used 
either by Government or private enterprise to increase efficiency and output. 
The research should include studies in such areas as motivation, organiza- 
tion of work, production methods, and methods of managerial control and 
leadership. The Bureau will make available throughout the Government the 
important findings and conclusions of important management research conducted 
within the Government . 

Manpower inspections and reviews . The Bureau of the Budget, the Civil 
Service Commission, and the departments and agencies will undertake a 
systematic program of manpower inspections and reviews . The priority and 
scheduling of these inspections will' be worked out under the leadership of 
the Bureau of the Budget, and will be carried out by staff of the Bureau, 
the Commission, and the agency concerned. The special inquiries into man- 
power utilization practices currently made by the Civil Service Commission 
will become a part of thi3 new program. The inspections will be made on a • 
selective basis which will give priority attention to areas where the most 
significant problems and potential savings exist. While every agency cannot 
be reviewed each year, it may be desirable to review certain agencies annually 
or more frequently. The inspections will be designed to test the effective- 
ness of agency systems for manpower analysis and control, and to assist the 
departments and agencies in discovering opportunities for better use of man- • 
power resources that are available. The results of these reviews will be re- 
ported to the head of each agency promptly, for immediate attention and such 
action as is necessary. The Bureau of the Budget will keep the President 
informed of any significant findings and of potentialities for increasing 
productivity. 

By direction of the President: 


DAVID E. BELL 
Director 
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8. Position management . 

a. Each department and establishment should develop and maintain a 
position management system designed to assure that work is organized 
and assigned among positions in a manner which will serve mission needs 
most effectively and economically. As used in this Circular, position 
management includes the evaluation -of the need for positions and required: 
skills and knowledge; and the organization, grouping and assignment of 
duties and responsibilities among all positions. The position structure ; 
should be designed to utilize the most effective work processes, equip- 
ment, procedures, methods and techniques. 

The position management system should be designed to identify, 
prevent or eliminate such common faults as unnecessary organizational 
fragmentation, excessive layering, excessive use of deputies, assistants ■ 
to, and special assistants, improper design of jobs, outmoded work 
methods, and improper distribution of manpower resources. Special' at- 
tention should be given to guarding against contracting out of work 
without adequate concern for relative costs and effectiveness. 

b. A position management system should be developed which is best 
adapted to the needs of a particular agency or program. Provision 
normally should be made in each position management system, however, 
for the following key elements: 

(1) Assignment of responsibility . Responsibility for work 
organization and position management should be explicitly assigned to 
line managers at appropriate levels in the organization. 

(2) Utilization of total staff resources . In carrying out 
their responsibilities for effective position management line managers 
should utilize budget, management analysis, personnel and other special 
staff in the development and continuing operation of the position man- 
agement system in the organization. It is especially important that 

the work of these staff elements be coordinated and mutually supporting. ■ 

(3) Position authorization . A position authorization and con- 
trol procedure should be established to assure that existing and proposed 
work organization and staffing arrangements meet the requirements of 
good position management. Such authorizations and controls must be 
related to maximum numbers and financial allowances determined in the 
budget process. 

(4) Vacancy control . Before any vacancy is filled or a re- 
classification approved, a review should be made to determine whether 
the duties of the position can be eliminated, assigned to other posi- 
tions, or modified to permit performance at a lower grade. 
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( 5 ) Approval of organizational changes . Each proposed change 
of organization or position structure should he reviewed and approved 
as appropriate from the standpoint of work design, occupational distri- 
bution, grade distribution, manpower .requirements, and costs. 

(6) Reporting . The position management system should provide 

for periodic reports for the use of the agency to make it possible to 
review the effectiveness of the system and to provide essential data 
for effective analysis by the agency head and upon request by the Bureau 
of the Budget, the Civil Service Commission, and the Congress, "While 
the frequency of central reporting will vary from agency to agency, the 
system should make it possible to provide management either periodically 
or upon request the following information: , 

(a) The number of positions authorized under the 
position management system, by grades. 

(b) The number of occupied positions, by grades. 

(c) Any new arrangements entered into for the 
provision of services by contract. 

(d) An analysis and explanation of any significant 
changes in the position structure, together with an 
analysis of any longer-term trends indicated. 

( 7 ) Special review s. When budget reviews, internal management 
appraisals, periodic reports, or other available data indicate that an 
organization is not achieving effective position management, action 
should be initiated to identify the reasons and bring about changes in 
personnel, organization structure, management practices, or work pro- 
cesses to achieve improvement. 

c. Each department and independent establishment will forward a 
description of its position management system to the Bureau of the 
Budget by January 1 , 1965. For those systems not already in operation, 
the time phasing for their installation and the date on which they will 
be fully effective will be indicated. 

d. Assessments of the effectiveness of its position management 
system should be made by the department or establishment itself, and 
will be made by the Bureau of the Budget in its review of budget 
estimates, by the Civil Service Commission in its inspection of posi- 
tion classification, and as a part of the joint review of management 
and manpower utilization made by teams designated by the Bureau of the 
Budget, Civil Service Commission, and the agencies under review. 
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